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ABSTRACT

The future of higher education institutions rests on
the extent to which they meet the needs of society. A systemic mode
of planning provides an ongoing mechanism that assures an
institution®s responsiveness to society's changing needs. Achieving
consensus by appropriate groups regarding environmental assumptions
that affect an institution is an integral part of the planning
process. Sources Of such assumptions about environmental factors
currently affecting higher education include a shift from juantity
revolution to an equality revolution: a switch from educational
opportunity for all to educational opportunity for each: a
spectacular increase of older students: effort to link the world of
work and the world of education. Market analysis, or the
identification of the relationship between the needs of students and
the way the institution can meet those needs, is another
environmental sovurce of information useful to planning. It consists
of a coherent way to plan respoases to market conditions. Another
impoxtant step in the development of the vlanning process is the
interface of the budgeting process. The budget is a vehiclz for
communication of details about institutional priorities ani
objectives, and a means for assessing how well the institution
achieved its purposes. (JEH)
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ABSTRACT

ED201030

Critical as institutional planning is to a college's survival, only a
small number ""have effectively developed a plan, based on sound data about
themselves and their setting, which is revised at least annually and upon
which the institution's leadership acts daily".l Planning is a primary
administrative function antecedent to managing and evaluating. A Planning,
Managing, and Evaluating (PME) system is firmly based on an organizational
process which strives to gather facts and put them together to produce
meaning. These facts are linked to the mission and essential purposes of
the institution and can be aggregated under categories such as (1) admissions,
(2) fimancial aid, (3) attrition and retention, (4) instructicnzl programs
costs, (5) library, (€) faculty productivity and reward structure, (7) per-
sonnel benefits, (8) new program development, (9) student learning outcomes,
and (10) budgeting and fund raising.

~ Data are the foundation upon which to %-*1d the multi-year institution
Plan, a document containing a grand design representing intelligent antici-
pation of activities, events, and experimental observations carefully specified
in advance to move from one point to another. Data are needed (1) about
envirsnmental assumptions upon which to base planning; (2) about potential
clients and unmet societal needs growing out of a needs assessment or market
analysis/marke: segzuentation process; and (3) for managing institutional areas
as specified above. Probably most important, however, the data analysis
process must strive to produce meaning as it relates to e2fficiency and effec-
tiveness of relating dollars to imstitutional goals and objectives.

INTRODUCTION

Shortly after we began to work on our presentcation, Bob and I wers
reminded of the minister who had been reassigned to a parish in Texas. Be-
cause he wanted tou impress the congregation, hs pulled his best sermon from
his files. Only one parishioner, a cowboy, appeared in church on Sunday. The
pinister preached the entire sermon. After church the minister asked the cow-
boy how he liked the sermon. The cowboy responded, "You know Reverend, each
night I take a load of fodder down to the watering hole to feed the cattle.

If only one cow shows up, however, I don't give her the whole load.”

?2 After spending some time zn the presentation and not wanting to give you
oot the entire load, we arrived o- =:lie following limited, but achieveable objec-
tives:

1. To define planning as us: in this paper and list the elements of a
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comprehensive iInstizutional nlanning prccess.

2. To describe tiz buiparing process and a method for relaziz: Fisgcal
resourcas to instizorignal zoals and objzctives

3. To discuss tzz relz—sonship between dat: ané i:s use ir - -lzaning,
nanagement, cond eve_zz=tion (FME) system.

THE NEED FOR PLAX TG

The future ¢: arp~ —==zituticz including sigkes educatior  r==ts on the
degree to which i-. zz=zzz the needs of the socisty in which i- axists. As
society changes, == mu:r igher saucation chonze. IF hicher ‘wz=zzionm 1is to

remain a viable *‘*“:*_:':‘,_M:, it =ust be respcmsivz te ke nesas of society.
The way in which - spezii=ic collzge meets ths chzilengs of beinr responsive
to socletal neads .z z Zznction. Zor the most pzz:. of its s rnustication in

planning: compreh:::::e, iong-ra—gze, and systemmzmiz., - 6T L.l as insti-
tutional planning = =3 z ealleg..'s survival, Towerer, ouly =y small
aumber "have efIfzzzzwr. ;- dizvelops d. a plan, das=< o= sound dz:: =out them-
selves and thei~ szi: .- which s rm=vised at l=a3g= apcuszl'" Loo upon which
the iamgtitution : .. zx—=it acss :‘;::ly."l Th= OkZo Cirozmm's Tzgk Force
on Higher Educa:;ot‘.“ =z ==z Ohi Iczrd of Zagezis Maso-: laz  identify
paramount goals - 7 ¢ © Zver.a sIructurz of ddgher zdeszozon and eall
Tor a shift fre- . ...ide. pericui:c cToduetiom of meosczr pox - ence every
ive years ta & = ...:gus svstenic zode of tl.amminz

TLANNING DEFINET

¥hat is pi=mm. - Th.2 wo—= plL.=—ing ..~ ~nadequ e Zor =xz—zssing the
ie range of emnbm. #iI: csacapts  Thae === does -2t difi- ~ax=iate be=-

ey Merely fakizg sooon shougin of iike im——/=te ccuzeguemce: ¢ a single,

‘ouBple ast or acsmwmzoiny Ior ell tho vardzpiss throuzkout tie ls=-year period

of lzzding a maa - =am zson and re-urainr I safe-f to earti. n curriculum
planz—g the wem . =the “ame whethor we mcam (1) specifying z sZ=gle criterion-
‘afe—mced objoii= .i3T . student o demomgzt=te or (2) the azrtzying of the
“z=zands of ob¥slsives —28ssary to demetsn nTe competence in srder to earm.
szzgree or (3} =————ur=== for all the vz-iat us throughout a wulti-year period
:Z developing am: il -._stmg a new stri==ry for the preparzzion of pro-

fwssionals as in r=mTrTmoy-based teacher ssfuication.

y !

Some planning Z=zz characteristic and pesvasive behavior of all human
beings and orgam...:;a::i..mf it is the hallmzr® of whaz we call ratiomality.
If wa ware to draw = Ziu to represent the jossible range of ways an organl-
zation might meke i== d==isions, one ead af it could be called Ad Hoc and
the other end Zlanm:<. T2 the Ad Hoc =sd=, cacisicns are made one-by-one
ac.cordmg to tie mocs =uc judgmant: Tof =he cz=Zision zmaker(s), unrestrained
ty plan or even preWts. In the Pl——e=< zode, every decision is wholly
constrained by a pre=zxz=ly adopted pl:_... There are, in practice, few
examples of these perfe=zt extremes. Sczemierz between these two extremes
is where most organizz:iioms are in their ¢lizzaing. "
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ELEMENTS 07 THE PLANNING IETIZSS

Plann: ag is primzry sa==== strativ. —ction ancrecedent to implementing,
coordinati - ard evel.izizmz. A comprencm=ive plancing process has several
elements. irst, timrte .5 = plamning piw==col. Scme person(s) at an in-
stitution * ve respomsibilizy for planci-— various =zspects of the insti-
tution am: 1ey will Jollsw some proceci—e in doing whatever it is they will
do. How t:izr do whatever ===y dc shoulé fcllow an zgreed-upon set of steps.

Seccs. there 1: =he need to develor = plannin; structure. Most in~
stitutiox= . hzve some scrt of structure £ coordinz: ing the ongoing activities
of the imstizu=ion. TH= rzruc—ure may be zuite simr e, with a minimum number
of perso= par=icipazfz; Im tie dscision===king proczss, = it may be quite
complex ix—clving & sumiar of Teview com——tees and zavera. levels of review
boards. Tre&iriiess of cr.plexricy, therwe ==st be soms ziT-cture for planning.

e |

i

Thirc, r==we—=ust e e way for sTaciag and acaisving consensus by
approprizze g——upe on exmiromentzi asccmptIons sboutr = institutions.
Environc-atal zmssupiic :—z both inter—al and externz. to the institution.
Interna’. enviromme-:=l assuscticms cut acress every zsmatt of the imstitution.
includirg program. s==d- s, InsTtuctional jrogram cCosT. and fund raising
Externmal envim-onm==—=1 =s.gagupaticons includs such thines er societal needs,
economy, legi:_amo» =—==udates im. St=te sT/¢ort. Th.:s= - ssumptions ars im-
portant in dew=zlop i zme zlterwiivz sT=lscios mOST. .- =_7 to emerge in ti=z
next Zive to - —maIs.

Tavirommensil wssumptiors are a1 immsss1 part —. =tz planning proces:.
particularly for =cihaical a<hication. Tzor—ical edus=—=:= prepares persons
for "middle manvowe  posizicrz. i segment c¢f the mar——-er spectrum which
lies between thz r=z:;ymizedi zzoi ssicns n <he one hazmz zuc the manual tradsx=
and crzfts on thElrTIEnET. =g Term subs—ans a number of to—=s of persons
such as paraproizs=immal, semiprofessioral, subprofeszzona_, technicilan,
foreman, midéls ma—zgemsut, amgiczering 2if=, and even some 7ighly skilled
crafts and trades. TEducaticmally, the —iddle manpower occizztions require
educarion anc tra=—==g bey-wud high schoz’ Zut not to the l=—21 of the
bacca_aureats degzz..

There are Nume—ou§ s-uried cf envircsmental assumptions. Statements
shout the gezsral —rezc=os of iigher azu:atiog imelude (1) =2 shift from
quantity revolutics iz =z ecuality reveozmion,- (2) a switcr from "educational
opportunity for a_l zc¢ Ted:izzinmal ozporzunity for each",® (3) a spectacu-ar
increase of older stu¢.=ts, zui (4) zn effert to link mors closely the
world of werk and the w.zl. =7 Aucat=on.® Enviromomental zssumptions rela:s
to career education, co= zinaisiz =ducscion, life-long learni:g,9 and systems
for measuring educatzonzl uccospiishrents. In the recent z—dress by Rober:

E. Kinsinger, Vice Pzasidz—c gg the w.K, Kellogg Foundatioxz. several inter-
esting changes were Irruzast.® '

1. Postsecondary sspumtiza will modify even further its former
preoccupation w=== tha educational needs of youth and increase

3=
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dramatically its responsibility for providing lifelong edu-
caticmal opportunities.

Tze procedure for measuring educational accomplisiments will
change in dramatic ways. The system of amassing largely time-
related academic units to reach the required total for a
degree will yisld to different output measures related to
levels of competency in reference to designated bodies of
knowledge and sets of skills.

"~
.

Technological advancements are recorded in numerous sources and are essentiszl
in keeping the curriculum contsnt current.

A method for specifying goals is also integral to planning. This in-
cludes a methodology for (1) gemerating goal statements; (2) sorting, cate-
gorizing and prioritizing these goals; (3) refining the goals iato specific
objectives and noting interrelationships among them; and (4) specifying the
relevance of goals and objectives to the support base of persomal, physical
and fiscal r=sources. Goals and objectives can be intramural or intermural.

Environzental assumptions are a source of goals and objectives. Goals
can be obtairad from nceds assessment or market analysis. Market analysis
consists of obtaining detailed information about markets or market segments
served or unserved by the institution. Market amalysis is an organized
effort to identify the relationship between specific needs and the ways the
institution meets or could meet them. Market analysis is, in its simplest
deseription, a more coherant way to plan our responsaes to envirommental con-
ditions. Apnother source of goals and objectives is a critical analysis or
diagnosis of the students preseutly served by the college and its current
curriculum offerings.

When goals have been stated and priocritized, a program is developed
for each goal labeled a high priority. This stage of the planning process
should yield a plan of actiom for each high priority goal. The plan of
action should include specific objectives stated in the form of intended
outcomas, a sequence of activities and events to lead from one point to
another, and a time~line for reaching the goal. There should also be some
plan for monitoring progress ard evaluating the outcomes of the process of
reaching the goal as well as the impact of the goal.

Sixth, there should be some formal evaluation protocol for examining
the comprehensive planning process. The planning process yields a Plan,
a document. containing a grand design representing intelligent anticipation
of activities, events, and experimental observations carefully specified in
advance to move from ome point to another. Evaluation of the planning process
can be accomplished by persoms within the organization or by some group
external to it. (A Comprehansive Planning Process is Displayed in FIGURE 1)

Planning, however defined, has a focus on designing and shaping the
future as opposed to merely changing. Integral to planning are methodologies
for (1) geunerating goal statements and standards; (2) sorting, categorizing
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and prioritizing goals; (3) refining goals, noting interrelatzonships a

them; and (4) specifying the relevance of goals to the support base. A
suggested in the preceeding paragraphs, organizations strive to gather rfact.
and put them together to produce meaning. These facts can be =zggrega=:d
under categories such as (1) admissions, (2} financial aid, () attrizi.n

and retention, (4) instructional prcgram costs, (5) library ccsts, (6 acal «
productivity, (7) persomnel bemefits. (8) new program developms=nt, (9 =Fuud
raising, and (10) student learning cuccomes. (FIGURE 2 is a mmdel of —i..
relationship of i=stitutional data. T“he model does not imply <har dac» (-ack-
ages are related caly to other packsz=s to which thsre is a co—mectin: 1 “ne.
Rather, the design suggests that mission and purpos= are the .c—e for :i:
institutional gozls and that data mocdules are inter—elated wit:. each -z3:

and should be supportive of the instZtutional goals.) Planning. then,
critical analysis and requires the development of an analyticz® cap=zbi..

to collect, array, and analyze a large number of ve—=iables in == efSor .>
portray a system of relationships, czusality in som= cases. Tk= lazte R

primary function of the Management Information System.

Because each institution is unique, it is impossible to list = de-
finitive set of envirommental assumptions and institutional goals z=d
objectives which any other institution can automatically adopt from ea:*a-
where. In specifying assumptions upon which to base planning, Norta { “rz-_
Technical College found it useful to develop a list to stimulate thinic. .
and to group the assumptions. The list of categories for stating assumy:ricius
is as follows:

1. Assumptions about the societal context within which NCTC exists
2. Assumptions about extermal agencies
3. Assumptions about institutional leadership/management
4.  Assumptions about NCIC programs (existing and potential)
5. Assumptions about potential clients and enrollment
6. Assumptions about student services
7.  Assumptions about staffing and professional development
8. Assumptions about physical plant
9. Assumptions about equipment
10. Assumptions about fiscal resources

Planning assumptions about the societal context in which an ins=- -on
exists can focus on such issues of health, energy, tramnsportation, i: g
training, quality of worklife, leisure, cradentializing such as lice-. and
certification and program and institutional accreditation. Planning ost p-
tions about external agencies can focus on the relationship between .. <- :ri-
tution and state and local governmance, higher education as 2 system, .zulation,
and communication. Planning assumptions about existing anc potentiz. —=: -zrams
include new credZt and non-credit programs growing out of zeeds anal—:z: or

market segmentatZon studies, use of advisory committees, znd instruc.:iz:s -l
development and support programs. Programs can be defineéd as new in. —o° .znt
format, new in delivery system format such as cooperative crograms, —— =
in evaluation format such as in competency-based education.

~5-
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- 3T3ject 1y Iz iz=rican Associaczion of State Collzges and Un-versities
uses :i=tal zT=erar =z societal valuz: as a way of pleaning futures and

cTingor planm”=r . c==paioms into focuz. The projsct =ses a cross—influence
==triz oz 12 szzm——- | tTends and 12 valuzs to dezerzsns ;pals in 10 areas.
e 1. =cisti. 7= wns zTe population, gover—mar:, g—obi 2ffzirs, environment,
“ergT, =gsnoT T ..z=ge and technology, tuman settl=me==: . work, life style,
@mer. am-. part=. lom.  The 12 societal values are chzoczz, freeccz, equality,
istre, =t “-viznes, pluralism, loczlism, ethics, i=cwledge., guality,
;zal:, a== Z=: 2. The 10 goal areas zre fimance., z=—Z2nts r-=earch aand
“=velopm===. J.....~ sexvice, facilities, ZFaculty, cu——cula, a.ziz3tration,
Trsources. sm. o onZos, kS

o s @

Yortz . ===  ‘T=Z=ical College alsc developed = 1::z cf « .czzories for

- - S

w=zing goa 2 == - sbgezives (1) as a mezas for stimulazizg zo: .z znd objec-
lxr=s acwess a cwroidT==ge of areas, (2) o provide a guide f s=—ilarity of

all departments within the calis=, =z2d .23) as a
: dollars to goals and objectives =—r= 5 £== .zollege.
& ~Ist ¢ T zersr  iof Goals and Objectives is as follows::

foals anc dbjec.w

&0 7T TES FOR SPECITYING GOALS AND OBJECTIVﬁE

1. MIZSTIN ATTITMENT

a. ¢ cmoze .zderstanding of mission statement witi: ~ the caollage
b. “wzmmot: =derstanding of mission statement outszde the college
¢. E=ilizoc= mission attaimment (assumptions, goz_s and objectives,

zollars == goals)
d. Develor m=ans to evaluate mission attainment
pA FUNTT I0NAL R _ATTIONSHIPS
a. Identif+ zgencies and organizatioms
1) Sczocl systems
{2) Bizizess and industry
3) SecvZce organizatiouns
{4) Accrzditation associations
b. Develop pzlicy and procedures
c. Specify scrategy for pursuing positive funct—mal relationships
QTAITTATIVE IMPROVEMENTS
a. Academic Programs
(1) Curriculum content and comntunt formats
(2) Altermative teaching strategies and tec—iques
(3) Altermative ways for evaluating compete—zies
(4) Minimum competency standards
(3) 1Interdisciplinary considerations
3. Student Services
(1) Define comprehensive services in light of zontemporary needs
(2) Analyze what exists in light of contempor==T needs
(3) Diagnose needs of students
(4) Link institutional resources to diagnosed student needs
4 Instirutional Management
(1) Implement Planning, Management, and Evalua=ion (PME) System
(2) Team leadership participatory mode of plar—ing/management

-6



(3) Review policizs. Zunctions, organ..:ational stru~ture. ==
procedures
(4) Program cost zzelysis
4. MARKET ANALYSIS
a, Specify methe=l ¢f market analysis
b. Deveslop progr«m: in relationshi:z to identified needs

¢, Scecify polic .=Z procedures fas carketing (promotinz. -—ograms

d. =..alyze tradic nmu_l cellege bou== szudents by schoel cizz—ict

e. “ianzify non-: itional client =arkets

f. i-=7elop stratzi .:s to penetrate Zurther traditiomal/mc: -:raditional
sru=dents

z. T~ orelop strat.ciis: o assist orzznizations dilagnose tr——:ing nseds

5. ’ROFZnL:ONAL DEVEL ==
—Lzgnose need
2=walop prograx=
- Allocate resowTzes
L Llfirmative acziom,
6. #" _IC RELATIONS
L_st the college’ s.mmjor publics
. Examine altermat:i ‘e ways to commun.icate with publics
. Specify policy anc procedure for systematic cultivaticn of various

cublices
7. FIU 55 SOURCES
a. Specify resource -::uirements over multl-year time-line
D. Izamine altermat- funding sources
c. Create policy ar '-ocedure for pursuing grantsmanship
d. Incorporate grar :znagement into college operations

A second objective o :his presentation is to describe the budgeting
priz:8ss z=d a method for :..ating fiscal resources vo institutional goals
az - abjeczives.

An izportant step ir :he development of the planning process is the
i—=rfzce of the budgetir: process. The budget is clearly the institution's
r==T impertant and significant statement of resource allocatiun and use.
Tz—ough the budget, the rresident and the administratior. of the institution
prasent an assessment of the institution's problems annually and, indeed,
proposals for dealing with them. Budget is then the vehicle for communicating
details of the president's assessment and recommendations. The budget is the
chief instrument for forecing and recording executive decisions about insti-
tutional priorities, objectives the institution should seek, the share of the
institution's resources that should be dedicated to each area, and how costs
should be distributed and underwricten. The annual review necessitated by
the preparation of the budget also gives the president and the administration
an opportunity to weigh the effectiveness of the institution's programs in
achieving theilr purposes, and to consider how they might be improved. Skill-
fully handled, the budget can become an invitation to institutional creativity
rather than bureaucratic drudgery. The process of interfacing the institu-
tional budget with the comprehensive academic planning process will be re-
ferred to as "The Alternative Base Concept." ABC is a planning/budgeting
process, a way of relating dollars to the organization's goals and objectives

~7-
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through che caraful study of alternatives.

At the offset of the explanation of this process.. lzr it be clearly srated
that ABC budgeting system must be tailored specifical’y =o the needs of each
individual Institution. Although the planning princz—les will remain the same,
each institction must consider a number of factors wizeh, in all probability,
make it different from any other institution. These :=c=ors may include:

« Variztion in orgamizational structure.

« Curreat institutional decision-making proce=:.

« M=ztuzation in institutional planning.

+ Veriztion in funding socurces.

. Sigmificant differences in the planning cal=—_az.

w & WP

Within the format of ABC budgeting, alternative base .zcxcept is a logical step-
by-step approach to budget building, which may be adcpred with the five pre-
viously mentioned variables.

In a climate where {t has become common folkiere zhat of all our scecial
institution's most resistance to change, cemeteries =mc institutions of higher
learning must surely rank at the top, we are fortur:te %o have at hand a
planning process which is designed to produce chang:.

The concept of the ABC budget process is to build a budget by escablish-
ing three altermative budget bases. The first altsrmative ig a continuation
budges base, referred to as maintenance leval. The altsmnatives utilized in
establishment of this base may be to assume no inc-sase from the current level.
expenditures, specific percentage iIncrease, or a snpecific percentage decrease
from current level of expenditures. These altermazives allow the cost center
to realign expenditures by object code within specific guidelines. Tlie cost
center may further elect 'to reduce expendituias, or to traansfer certzin
expenditures into anmother cost center, as long as totals do not sxcesd main-
tenance level guldelines.

The second major alternative is a reduced budget base, r2ferved to as
skeletal level. The concept is for the cost center to rank a series of reduc=-
tions wirhin specified percentage levels from the maintemance level. North
Central Technical College in the current fiscal year assigned reduction from
1% te 10% reductions to be developed, ten in all, each representing an
additional 17 reduction from the maintenance level. These raductions are
further prioritized so tha: the first level reduction would create the least
effect on the productivity of the cost center.

The third major altermative plamning tool is called expansion package.
Expansion package altermative budget base is actually an optional "wish list"
of expenditures put toguther in packages addressing one or more objectives.
This approach considers the possibility of additional expenditures beyond
maintenance level of operation. It is optionmal in the semse that not every
cost center may find it necessary to request additionmal funds. Expansion
packages are ranked in order of importance to the cost cenmter.

-8~



Each of tzz: budgets is inter-related in the budget building process
and yields a —u=n:=z- of altermatives at each stage of the planning process.

These altermz=:——=r provide both currsent and future flexibility should plan
or resources . .=z altered.
FIGURE I ==——bes the ABC budgeting process and indicates the critical

decision poir—= == which key data elements are essential. Across the top of
the chart ar: midicated the five decision units that interact to produce the
budget docum==r. Although the title of these groupings may vary from in-
stitution to Izstitution, their responsibilities within the framework of the
planning prcc=ss will be very similar. The cost center is a unit or natural
grouping of =zztivities in an institution's operations for which costs aze
collected. Tzese elements or segments are budget unlts for which expenditures
are planned. The Academic Council is comprised of division and program
directors. Tae President's Cabinet ccnsists of the chief executive officer
of the institution and the institution's three vice presidents - academic
affairs, stucant services and business and finance. The Board of Trustees
is the fina® policy-making group of the institution.

The Budzet Committee is comprised of a cross section of the College.
Because everw faculty and staff member of any given institution is involved
in the utilzzation of college resources, the entire college community, in-
cluding studfent representation, should be involved in fiscal planning. At
North Central Technical College the Budget Committee was comprised of two
representatives of the academic council, one faculty member from each of the
four technical divisions, two representatives each from student services,
clasgified staff, and the student advisory board, and was chaired by the
vice President for business and finance.

The first series of steps involved development of goals and objectives
by the cost centers, with subsequent review by the Academic Council and the
President's Cabinet, with final approval by the Board of Trustees. Following
this final approval, the goals and objectives go to the Budget Committee for
familiarization, and from the Board of Trustees to the President's Cabinet
with guidelines for the development of the institutional budget. These
guidelines will address themselves to:

1. Maintenance level for cost centers. Prior to furnishing of
guidelines, basic work is done by the chief fiscal officer
denoting projected income in the form of parameters indi-
cating minimum and maximum expected income for the budget
period.

2. The President's Cabinet furmishes a guideline for skeletal
levels so that each cost center will project well within
the maintenance level projection.

The cost centers then develop budgets relating dollars to goals and
objectives. Maintenance levels can be reduced where dollars are not required
to support on-going programs or where goals and objectives have been reached.
In addition to the maintenance and skeletal levels, budget centers may pro-
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ject expansion levels for achievement of additional goals and objectives
should additiovmal dollars become available. The Budget Committee rank-

orders expansion packages and makes recommendations to the Academic Council
and the President's Cabinet. Budget packages may be raferred back to the

cost center and again to the Budget Committze for further development and
review. The President's Cabinet, with the help of the Academic Council,
reviews the budget and places its own recommendazions on expansion packages

if they vary from that of the Budget Committee. The recommendations and

~ comments of the President’'s Cabinet are shared with the Academic Couneil

and the Budget Committee prior to the finalizing of the budget through

action 5y the Board of Trustees. Im che budget building process there are

3 number of critical points which require key data elements in order to make
decisions. These points of decision may well be referred to as decision
opportunities since they provide the opportunity to adjust the budget level

of expenditures to meet a number of criteria none the lsast of which iz pro-
jected income. Opportunity is also provided to trade off priorities of
spending levels to meet a variety of objectives to which departments have
ascribed. Each critical decision point may also be described as a key element
point. Appropriate data must be readily on hand to assist the decision makers
in determining the optimum decision opportunity.

To ve useful to decision makers ¥y data slements must be:

1. simple

2. complete on important issues

3. timely

4, reflective of the unique characteristics of the institucion.

Financial, space, faculty, enrollment, and special information, or combin-
atlon of two or more of these elements, comprise the key dara elements. These
elements mway be further divided into historical data or projacted data, see
FIGURE 4. Historical data may be defined as data collected for some specific
planning period up to, and including, any previous time frame in which the
body of data reached a conclusion. Projected data is a term referencing a
group of data within a time frame not yet concluded.

At the first decision point of furnishing guidelines for the development
of cost center budgets it would seen imperative that the maximum number of
both historical and projected data elaments be available. Financial data
relative to past and projected income necessarily involve enrollment data.
Financial data relative to past and projected expenditures will involve space
faculty and enrollment data. Special studies may also require special data
elements involving library holdings, supply and equipment inventories, main-~
tenance and repair records and other elememts not usually included in the
four other catagories. ‘

The first decision point would provide "the necessary data elesments to
allow the Board of Trustees and the President's Cabinet to racommend additiomal
or less expenditures in order to provide a base level for the cost centers
to begin developing their new budgets.

-10-



At the second critical desision point the Budget Committiee reviews the
budgets developed by the centers. At this point key data elements would be
of a specialized nature relative to the accomplishment of previous goals and
objectives (historical) and scme objective data (projected) relative to out-
comes sought. This data could take the form of a point system relating out-
come sought in relation to rescurces utilized (projected). Again, the
recommendation by the Budget Committee impacts the maintenance level budget
by aither an increass or decrease.

The third and fourth decision point, again by some degzee, either in-
creases or decreases the cost centers by rank ordering and recommending
expansion packages, that is "wish lists", in anticipation of possible
additional expenditures beyond maintenance level of operation. A number of
key data elements may be required by the decision makers to aid in the
rank order of the expamsion packages. Elements of financial data such as

unit cost, enrollment projections, space utilization, etc. may impact this
decision point,

The fifth and sixth decision points will probably require new additional
. historical or projected data beyond that expressly requested. A timely income
projection based on any new known factors, such as the passing of the bienium.
budget by the state legislature or a revised enrollment projection, would be
appropriate in this instance.

The seventh critical decision point involves monitoring of the projected
key data elements previously prescribed by the institution. Most likely data
to effect change would be a change in financial or enrollment data. However,
projected space utilization, course enrollment, increased energy cost beyond

projection, etc., may impact the decision to review and recommend revision of
that budget.

An approach to the planning of key data elements is the construction of
the composite data element use matrix. The matrix is useful not only in
identifying outputs that may be planned by the data processing department,
but a useful planning tool in the hands of the decision makers. For anyone
who has ever served on a committee (this includes the total academic community)
nothing is more frustrating than absent data a% a planning meeting. A sample
composite data _lement matrix is included in FIGURE 5.

At each critical decision point, an analysis of the key data elements
will provide the decision makers with reasoning which is relative to drawing
a logical conclusion to either increase or decrease the budgetary guidelines.

In the final analysis the go, no-go, yes or no, black or white, up or
down, left turn or right turn decision will be only as good as the reasoning
supporting the premise. In this syllogistal approach to planning the
availability of simple, complete, timely, and appropriate key data elements
is the link between the maximization of resources utilized and the outcomes .
sought.

~11-

12

Q 341




The Board of Trustees has the altermative of approving or requesting
revision of the final budget. 1In the case of a request for revision, the
eutire step regarding development of budgets with review and recommendations
would again take place prior to another presentation to the Board of Trustees.

Following the Board of Trustees approval of the total budget, it is
released to the cost centers for implementation. A: that time, if projected
income is better kmown, the approval will request the addition or deletion of
funds through either levels of skeletal budget released or level of expansion
packages released. During this series of reviews, the budget may be altered
by varlations in income through additional application of skeletal level de-
ductions, further release of dollars for additiomal priorities of expamsion
packages, or the possible seleczive decrease of budgets wita review and recom~
1endation by Budget Commictee, President's Cabinet and the Academic Council,
«ad of course, final appraval by the Board of Trustees. In most instances,
boards of trustees will allow administrations to handle minimal changes in
total budget without requiring additiomal approval by the Board.

Evaluation, revision and review are constant effort by the President's
Cabircet, thc Academic Counc:il, the Bosrd of Trustees, and the Budget Committee.
Revision wmay be made at amy critical poimt during the fiscal year with the
use of rredetarmined skeleral and expansion package formuiation. Only when
income drops severely below projected skeletal base projectioms, will it be
necessary to go back to the cost centers for additional budget revisionms.

Once the three budgets are developed by the cost csnters, they are relieved
of the requirements of budget development until the next fiscal vear.

Examination of the reéponsibilities on a vertical line under the develop~
ing bodies indicates that cost centers develop goals and objectives, develop
budgets, and finally implement these budgets. The duties of the President's

‘Cabinet are mainly to review, furnish guidelines, evaluate the results, and in

some instances revise budgets., The Academic Council reviews and evaluates
the budget and the Board of Trustees approves, advisesz and evaluates. The
Budget Committee has a duty of familiarizing themselves with the goals and
objectives and to review, recommend, and evaluate the development of budgets
and the results thereof. The process may be desc*ibed as a two-way process
of recommendations and communications.

Although the final budget recommendations are the respomsibility of the
administration of the College, the ultimate budget decision rests with the
College Board of Trustees. Because the educational enterprise. is run on a
bottom line measured by service as opposed to profit, the process leads itself
to interaction by dedicated individuals involved in different function of the
institution te focus on purposes and outcome based on the organization's mission,
goals and objectives.

A third objective of this presentation 1s to discuss the relationship
betwean data and its use in a planning, management, evaluation (PME) system.
The first sectiom of this document described in some detail a planning process.’
The second section of this document described a budgeting process for relating
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resources to goals and objectives. That which is planned for during ome
fiscal. year will be managed (implemented and coordinated) during the

next fiscal year. Evaluation will occur both during the years the processes
of planning and managing take place as well as during the following year.
If an institution improves its planning-budgeting process in Year 1, a
formative evaluation occurs that same year followed by a summative eval-
uation sometime later. During Year 2, an institution can improve its
managing-budgeting process. A formative evaluation of the managing-
budgeting process will be made during that year followed by a summative
evaluation sometime later. This concept is basic in order to understand
the relationship between data and its use in a PME system. The PME concept
is displayed in FIGURE 6,

As indicated earlier in this presentation, organizations strive to
gather facts and put them together to produce meaning. These facts can be
aggregated under categeries such as (1) admissfons, (2) financial aid,

(3) attrition and retention, (4) instructional program costs, (5) library
costs, (8) faculty productivity, (7) personmnel benefits, (8) new program
development, (9) student learning outcomes, and (10) fund raising. These
categories are to be the same as modules developed in the Planning and
Data System (PDS), a project by The Council for the Advancement of Small
Colleges and generously funded by the Carmegie Corporation of New York
over a five-year period. Each of these modules can be used independently
to deal with a specific institutional concern or the modules can be linked
in ways that deal with a larger set of concerns.

For purposes of discussion, let us assume that an institution had
a desire to penetrate further the traditiomal college-bound student market
as well as the older adult markets within a geographic region. Such a stance
would require data about potential client markets and their specific
educational needs as well as ongoing program cost in order to reallocate
resources to accomodate new programs. Data play an important role in the
planning process as well as in the management and evaluating functioms.
It seems logical, therefore, to create a model for the display of data for
use at critical points in the decision-making process during the planning/
budgeting fiscal year as well as the managing/budgeting fiscal year. Such
a model 1s displayed in FIGURE 7. Instructional program costs and attrition/
retention data are particularly important to make GO/NO GO about the con-
tinuation/discontinuation of specific programs. NO GO decisions about
particular programs could provide resources to make GO decisions about new
programs. Admissions data and attrition/retention historical data are
necessary to project future enrollment and anticipated revenue. Admissions
data at the beginning of the term are essential in making adjustments during
the managing/budgeting fiscal year. Thus, an institution can develop a
watrix for sideplaying critical times for reviewing categories of institu-
tional data during the planning/budgeting and managing/budgeting fiscal
years,

CONCLUSION

How well higher education meets the needs of its students and the
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soclety in which it exists is a function, for the most part, of its degree
of sophistication in planmning, comprehkensive, long-range, and systematic,
Critical as institutional planning is to a college's survival, only a very
small mumber "have effectively developed a plan, hased on sound data abecut
themselves ard their setting, which is revised at least annually and upon
which the institution’s leadership acts. daiiy".l

A comprehensive planning process includes (1) a planning protocol,
(2) a planning structure, (3) external and iaternal assumptions, (4) goals
and objectives, (5) a method for developing programs from high priority
goals, and (6) an evaluation protocol. Planming is a primary administrative
function antecedent to managirng and evaluating. A Planning, Managing,
Evaluating (FME) system is firmly based on an orgamizatiomal process which
strives to gather facts and put them together to produce meaning. These
facts are linked to the mission and essential purposes of the imstitution
and can be aggregated under categories such as (1) admissions, (2) financial
aid, (3) attrition and retention, (4) instructional programs costs, (5)
library, (6) faculty productivity and reward structure, (7) persomnnel benefits,
(8) new program development, (9)- student learning outcomes, and (1Q) fund
raising.

Data are the foundatiom upon which to build the multi-uear institution
Plan, a document containing a grand design representing intelligent anti-
pa:;on of activities, events, and experimental observations carefully
specified in advance to move from ome point to amother. Data are needed
(1) about envirommental assumptions upon which to base planning; (2) about
potential clients and ummet societal uneeds growing out of a needs assessment
or market amalysis/market segmentation process; and (3) for managing in-
stitutional areas as specified above. Probably most important, however, the
data analysis process must strive to produce meaning as it relates to
efficiency and effectiveness of relating dollars to insti:u:ional goals and
objectives.
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FIGURE !

A Comprehensive Planning Process
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FIGURE 2

A Model Of The Relationship
Of Institutional Data
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FIGURE 4

BASIC DATA ELEMENTS
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FIGURE 6

The Planning, Management,
Evaluation Concept
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FIGURE 7
Data And Decision Making
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